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Effective management,.largely a function of

Esgertial management contimuity, without loss in responsiveness and flexibility,

Best use of available talent
““through Executive Development. .
yosdened perspectives, krowledges

~thievement of Executive Develcpment by the

'aﬁa'skills through Executive Development.
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GUIDELINES FOR.EXECUTIVE DEVELOPMENT IN THE FEDERAL SERVICE

Objectives:

Executive Development (ED).
through Executive Development.

effective managers., through

within the Federaleovérﬁméht; without exclusion of those entering from the outside,

- -

identification and development of high-potential employees in mid-

management (normally GS‘13—15) end the provision of developmental experiences for incumbent executives (normzlly

GS 16-18).

_CRITERIA AND APPROACHES IN GUIDELINES
FOR IMPLEMERTATION OF GUIDELINES
: BY INDIVIDUAL AGENCIES

8

=~

SUGGESTED INTERNAL CRITERIA AND APPROACHES
FOR APPLICATION IN THIS AGENCY

tion Commitment

'FEDERAT GUIDELINE I: High Level of Organizd

A,  Develop and announce a policy for
executive development enabling each execu-
tive end aspirant to develop to the fullest
extent, consistent with agency needs and

s interest and abilities. Announce in
policy the resources to be committed.

" B. Assign responsibility for ED to a
principal assistant who regularly reports
to the agency head. His primery duty is
to insure that ED programs meet organiza-
tion goals and priorities.

C.- Establish high-level Executive Man-

pover, Resources Board (EMRB), consisting
i e . . ; [Py i
Qf,qrganlzatlpn executives to:

v

§1) monitor execqtryg(develoﬁmﬁnt;and
réview progréss ‘toward organiza-
{ > w L) bt L &
iion objectivés; ' .

A. DPrepared snd forwarded to CSC, per its requirement, & statement of

the basie policy, organizationsl structures and processes that will be

followed by CIA in implementing an ED program, compatible with Federal
~ Guilelines (See Tab B).

‘B. ED/C has assumed this responsibility.

&, Designaféd Deputies' Meeting as FMRB, with collective responsibility
for formulating, implementing and monitoring Agency-wide program to
achieve Agency objectives and to meet Federal Guidelines.

.“*w(é) report stewerdshi of 'exedutive

, resources to agl FourRete
St annmally. .

se 2001/03/05 : CIA-RDP82-00357R000800220002-2
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BQ. Fumber of boards within each agency
" ™o depend upon its structure and Bu..mmu..os.

: Mﬁ,mwm formalized careér progrems;are::  :f

memm an egency mey went a board for
mwmoﬁ J o WHJ. ; SR
WW Umnpmhmuom an munmoc,dHQm zma@ozmu.
nagerent Officer (EMMO), normally the
pnmwmosumw head, to provide a focus for
:@HH executive manpower activities and to
Qeport on the program directly to the
Q@rincipal assistant for ED. EMMO can act
mmm executive director of EMRB. EMMO to
eview internal developmental activities
mmw@ development assignment m%mdmﬁmu maine-
ain liaison with CS8C; and conduct
deﬁmpmm on ED. He will supply guidance
nwo supervisors on availability and rele-
mmmwnm of desvelopment and training essign-
Qents; assist them in employee coaching
Mwum councseling; and help them to prepare
wrxecutive development documents. 'He will
ct as principel advisor and coordinator
£ developmental activities when persénnel
nagerent is accomplished by formalized
areer programs and he will exercise, as
.m*m principal function, the cocrdination
Mf 21l matters HmHmdwnm to mHmnSdu<m
Mmqmwowamua.

MMumw>H GUIDPELINE II: Development Plans for

U.

E..
EMMO in Federal Guidelines. ED/C informed D/Pers that his principal
role will be to provide advice to ED/C and Deputies; formulate D
eriteria end suggested procedural approaches; and provide detailed
steff assistence to career service officials and supporiive staffs,
as sppropriate. In lieu of using fized formats and reports, ED/C has
requested D/Pers to provide illustrative materials trat cen be used
or sdapted, as applicable, by Direciorates and career services in
menaging their own ED systems.

r Each Mid-Manager or High Potential Executive

Advised CSC that Agency will rely upon Deputy Directors, Career
mm&4+om Heads msm career service deﬂodcpmm te manage ED progran.

\IZu r ok Lu
N R i 3N

N . -
i Tale e P i -

g e

D/Pers was designated EMMO and given responsibilities outlined for

Pl

1. .

®. Identify and develop an sppropriate
gunber of mewldOdmsdpmH mid-managers for
executive vacancies. A4o& wwmnﬁwomw or
mﬂOJoayomH to wadmdeMM the same amount’
om.mm<mwrcamtﬁ for es¢h mB@Ho%mmm wmmowwwm
,:m m agement Hm4mHuv

voam I

A.

Career services should take the following consideraticns into accow
in the process of identifying and developing individuals within the.
Grades GS 13-15 who are believed to have executive pdtentizl.

{1) Requirements for effective performance 4mw% in different
executive positions. Critical elements of effectiveness in
xey jobs shovwid be identified, rarked in wﬁw riance, and

Ap’proved For Release 2001/03/05 : CIA-RDP82-00357R000800220002-2



PAGE 3

s

[d

Approved For Release.,2001/03/05 : CIA-RDP82-00351RD00800220002-2

.

-

4

+

- PES

applied in tHe p@mbduwwndeOB and development ow executiv
candidates.

(2) Specific ED wwmsm and actions should be deHOd d to identi-~

‘~

figble gaps in the individual backgrounds of candidates, both
in their Wmﬁwowamﬂom end their gbilities umpmcwdm to prospec-
tive future utilization. (As an exemple, see ktpwdpwﬁ H Gep
‘Sheet for SP careerists in Teb C.) ,

-

(3) Employees with HmoomSMNm@ executive potentizal may be needed

where they are assigned and difficult to replace. Career
service interests, however., may best be served by fairliy long-
range and careful planning to determine how those with execu-
tive potential can be moved to achieve a developmental purpose
with minimum disruption, not only to accommodate the over-
riding needs of the career service and the individual con-
cerned but alsc to assure the effective utilization of the
employees concerned during the course of their developmental
activity.

(L) . Although it is fregquently difficult to meke firm leng-range

plans covering future incumbents of senior positions, it is
possible, by focusing on this issue, tc svert most ill-pre-
pared or precipitous changes., lanning will permit alterna-
tive choices and pertinent personal develovment tc tazke place.
Even if some contingency planning does not meterizlize, pro-
perly selected develcpment of promising individuals will be
beneficial.

(5) Selections of candidates for executive pesitions and their

subsequent development (including maintenance of records on
their stat ﬁmv must be handled in'a way that misunderstandings
will not result or lead to charges of elitism.

(6) Officers in Grades GS 13-15 selected for specific develop-

mental dﬂ@wbwzm mmm assignnents should be counseled, vwhen~
ever feasible,: ﬁwma actions affecting them are ‘being teken
do mbﬁ@ﬁnm -their .career cpprortunities and mﬁWmodrdemmoo, Iin
mmSmme they . mwoﬁkn not be told that they are cendidates for
executive MOLHdPOJm. o . - — _

- N s

1 el

v
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N oo e . :
Ry Need mechanisms for identifying high-
Mwwmﬁwme individualsy'e.g., performance
praisal systems, other performance -
mmmummwmm» training reports and personnel

ﬂWﬁmndowwmm.

’ i

Determine number of mid-menagers to
developed for executive prospects by
gnalysis of organizational growth and

ected turnover. The organization

ould identify the skills, knowledges
mwm experiences applicable to key Jobs
god select an adequate number of high-

Ietential ipdividuals GS 13-15 o meet

mwmmm needs.

REBase2001/03/05 : CIA-RDP82-00357RQ908

B. zmmm‘do_msbwpmamﬁﬁ Fitness Reports, assigmment and promotional
reviews,’ panel rankings, use of objective criteria, training reports,
mﬂ%Howmm folders, and other formal or inforwal devices used d% career
services for specifically m<mwsmdpdm menagement and executive
potential.

New basic approaches deemed to have particular usefulness, include
the development of career service and training models and listings of
progressive experiences considered appropriate for upward movement
into senior positions within a career service. (Obviously, these
models and progressive experiences vary among career services and
should be tailor-mede to their own set of relevant considerations.)
In eddition, further study shculd be given to possibilities for fur-
ther use of psychological firndings and measures of manzgerisl effec-
tiveness; experimentation with assessment centers; and better valida-
tion of training courses. Cereer services should seek, from the
offices concerned, statistical information, anslyses or other infor-
wation that would assist them in managing specific aspects of their
ED program.

As supplements to career service and training models., the specific
requirements of key and executive positions should be specified to
fecilitate their consideration in the personal development of pro-
spective candidates. v . .

' -~

C. Fach career service should forecast expected losses in pesitions,
or categories of positions, (e.g., chiefs of station) in Grades GS-15
and above, preferably for a three or four year periocd. Ordinarily.
two or more candidates should be identified from among employees in
Grades GS-13 and above for each job vacancy. When the exzct execu-
tive positions to be vacated by departing officers cannot be predicted
and only organizatiornal functional groups can be identified (such as
branch or station nﬁmmwmv twice as many executive candidates zs
future executive vacancies should be identified by erganizational
w¢50dwoamw m&oﬁ@u.

It mmOﬂHQ “hé med wb‘EHnm the wmwwmoma it of an executiv m ﬁmLWHH@

ey

owmm&mm wwsw<m ow o&ﬁmw Yacencies in the grade structure below. As

o
TCOULTTE LT 1

Approved For Release 2001/03/05 : CIA-RDP82-00357R000800220002-2



PAGE 5

1.

’

800220002-2

Prepare for each incumbent executive
d mid-manager selected for executive
velopment an individual development
mwmﬁ designed to improve his performance
MW@ to prepare him for prospective execu-
©ve job(s). Individuel plans could

et .

0
o
£
[¢:]

self-initiated activities (pro-
fessional asscciation activities;
technicel personal skills acqui-
sition, and reading programs);

Pt
=
S

‘

treining in managerisl perspec—
tives (such as reorientation of
outlook and re-eveluation of
priorities); management tech-
niques and skills (for example:
ADP budgets, operational re-
sesrch, lebor-menagement rela-
tions, counseling, program fund-~
irg, nature of political leader=-
ship and knowledge of influence
structures); and professional
and occupational knowledge or
techniques (formal agency or
inter-agency courses, formal
courses at an education institu-
tion end participation im pro-
fessional conferences, and’
seminers); .. |

—~
o
g

Approved For Release.2001/03/05 : CIA-RDP82

SR
(3) mmdmwomEWdew_mewmssmndmm .
© including short-term temporary

assignments and permanent rota-

1

Lionel assignments.

in the case of handling en unexpected vacancy, planned turnover and
development usually involve. £illing a number of positions and
jdentifying a number of cendidates for each. (As a simple illustra-
tion of an executive candidate roster, see Tab D.)

-

D. The Agency apprised CSC that formal individual career plans were
tried unsuccessfully in the Agency. Tndividualized reviews and plan-
ning of the developmental needs of specific individuels {(i.e., most
relevant to them and their rospective utilization) are recognized,
however, to be valugble tools. These actions can be taken in a
variety of ways, by different levels of officials, and for varying
ressons. For ED purposes, Career reviews snould encompass most, if
not all, careerists in Grades GS 13-15. (These reviews should not
be confined to individuals currently considered eliglible for promo-
tion or availsble for assigrment.)

The combined listing in one paper of all individuel developmental needs
identified by a career service 1s an easy method of establishing train-

ing and assigmment inventories for ready reference and planned irple-
mentation by the CMO or career service representatives. It provides

a systematic focus while svoiding the shortcomings of formalized pians.

(As = mwawwm,wwwcmﬂﬂmdmos of developmental requirements listing Tor
executive candidates, see Tab D.)

Approved For Release 2001/03/05 : CIA-RDP82-00357R00080‘0220002-2
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5. Yeed to recognize that increased
anMWH interviewing and coaching will
be eequired.

0357R€008002

FESPRAL GUIDELINE ITI: Improved Mobility Py
- N

ograms

F. In a written commmnication, each career gservice should explain its
ED program to careerists under 1ts jurisdiction -- objectives, approaches
and participating arrangements. Careerists should be invited to express
their personal interests in jobs or training that would enhance their
future usefulness. They should be informed, however, that actions sub-
sequently teken in conscnance with their exvressed desires are to be
donstived only as efforts to improve their gqualifications and career
status, rather than as evidence of their participation in an ED program.

8

A. O Need organizational, occupational
mold1ity programs to support ED efforts.
(Mueh development 1s best accomplished
on-ghe job.) Agencies should have a
syStematic plan for rotational assigh-
memss within bureaus and should work out
BomMde% programs across agency lines
wommswwow individuals may volunteer.
Eagh agency's system should be based

[= -
up& individual development plans. Some
3 MWH0¢mdwosm fitting desired mobility
pegperns are: similar jobs in different
ge@braphical areas; similar jobs ab
diTFerent pleces in headquarters oOr in a
i@ 4 installation; similar jobs within
different organizations; and jobs in-
vdtring similar leadership or adminig-
de?w<m skills in different areas.

> _

+

Appro

“

A. TIn the Noverber Deputies® Meeting and in the Director's last Annuval-
Conference, increased mobility of well-qualified officers and executives
was advocated. Following these meetings, the Director of Personnel
prepared proposals providing for (1) expanding the use of Vacancy No-
tices throughout the Agency; and (2) facilitating the transfer of
employees across career service lines in order to £ill priority needs;
resolve personnel surpluses; and develop selected personnel. The papers
indicate that the institutional capacity to move eble employ®es to
points of optimum utilization is a common interest of the Directorates
and the Agency. The papers also focus on the policy advantages of en-
hile requests to be made and promptly settled, with full

couraging worthw]
consideration of the respective interests of the offices and individuals

affected., Final action cn these proposals should materially contribute
to implementation of Guideline ITI.

individual careerists

Tach career service should evaluate the needs of
Es-

to receive work experiences other than those previously received.
sentially, the success of an increased mobility program in the Agency
is contingent upon each career Ser k.
of developmental work experiences
taking into account their perscnal beckg
probehle future utilization and potential.
periences of any guration should be accomplished relatively early in
anmmanwaw_ow officers (a time of learaning and least disrupyion).

HU@M%MWE@HJmWﬁwbSmvomw_dwfm%mwmsmdwowwwz decided upon by each career

~mental WOYE

cervice if it establishes a preferred pattern of developmen

vice taking the time tc plan the kinds
that are needed by individual careeris
rounds, previous experiences end
Most developmental work ex-

)
CAe

L
W

8
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woOO Among the possibilities for. short-

t mobility assignments are:  task .
ce and committee assignments; under- -

spudy and vacation replacement assign-

Buwwmm and interchange assignments with

MMWﬁmﬁw% and educational institutions.

N

0
FRORRAL GUIDELTNE IV: More Effective Traini

experiences. A model c¢ould be developed and generally applied to offi-
cers in the career service or a model could be prepared and used for a
specified group of officers pursuing a functional or geographical
gpecialty. . .
B. Career services are encouraged 10 consider field crientation trips
for selected employeas when the expected developmental benefits would
justify the costs involved. Moreover, orientavion trips may be used
productively to familiarize emplcyees with area or program actlvities
that they need to know to effectively do their current or planned
assignments.

ng Resource Utilization

. .
Regiew training systems in the 1light of
nepds contained in individual development
plens, in order that appropriate resources
c be used or obtained. Also, review
t&ining programs to determine if they
aRquately reflect most recent trends in
eZcation and training.

S

Mvwmmwmm agency-oriented executive train-
Mﬁw in training programs and put trainees
faom different parts or organizations
dm%m¢me in learning situations.

Umwwwow.msm publicize specific criteria
HMW executive training programs, Exam-
pdes mentioned in Guideline IV are:
mmwowwwm@ percentage of man-hours to be
dgroted to developmental training each
y&er; attendance at FEI, as a concomitant
.S% appointment to executive positions; and
anmual sponsorship of a number of execu-
tive exchanges. :

In recent months, comprehensive Agency studies have been made of training

from many viewpoints: policy, program, structure, system, technique,
cost, relevancy and effectiveness. These reviews were underteken with
the intention of linking training resources more closely to personal

development.,
evolved, including:

of cereer services; selection and availebility of well-gualified em~

ploye :s for developmental training; relative value of different Training
coursss, relative value ~% internal versus exbernal training; Validation

of triining results; and appropriate kinds of professional training at
different managerial levels.

A number of significant changes have been effected or are in moticn that
should raise the guality of persommel management in the Agency and help

services to accomplish their developmental
a partial listing of major proposals and

the Directorates and career
programs. The following is
Hg%wo<msm5wm"

(1) * A core program of six courses has been esteblished (with
~ revised explanations of purposes and eligibility require-
- ments) as the basic training system for personal develop-

-~ -t

LT GBS : : “ , %

A-RDP82-00357R000800220002-2

With this objective in mind, a number of major issues have
responsiveness of training to the individual needs

Approved For Release 2001/03/05 : CI



Satisfy en mmmWn%.m needs for training , -~ ment of promising officers during their Agency careers;

by putting together appropriaste combina- . ,

tions of various delivery systems avail- | - (2). menagement training has been strengthened, 2.g., the

gble, including: agency orientations; .. Managerial Grid and Fundementals of Supervision and Manage-
prograr skill courses; 0D seminars; - ment have been added to the core program, and elements of
persongl skills development courses; management training have been added to other core courses;
inter-agency courses involving manage- and

ment and technical skills; and non- T R :
governmental progreams, such as academic “(3) OOSmHmmHmcpon is being given to a leadership conference for
and commercial courses. senior officers and to the development of & new branch

chief course (or o course for GS 13-15's selected for execu—
tive development) that could concentrate intensively upon
. ) Agency-oriented management problems, menagement situstions

- and management applications, having particular reference to
the branch level and above.

IA-RDP82-00357R000800220002-2 ‘

New and more responsive training resources constitute an important
first step, but their value depends meinly upon a more systemetic eff§dt
throughout the Agency to implement individual training reguirements.
Anmually or semi-annually, each career service should determine which©
-developmental needs possessed by candidates for personal or mAmoddW<moo
development can best be accormodated by training. Importantly, these=
decisions should take into account the most eppropriate kind of train©
ing that should be used. In essence, this concept starts with indi-
vidual develcpmentel needs end fitting training (or other develop-
rmental actions) to them, rather than finding suiteble candidates to
fit avagilable training courses or responding to employee requests for-2
internal or external training. (The latter may or may not relate %o Y
.en employee's developmental need or his potential Tor further develop+
- ment as seen by his career service.) The tire required to imrplement :.
- planned training arrangements tends to be offset by the time other-
wise consumed in going through the wmotions in individual cases of oowmw
sultations, onodwdeOSm of curriculs, securing approvals, etc. %owmﬁw
over, good planning wiil avoid much of the chronic difficulty encounte®ed
in Hmesm able officers availsble for training. . .MW

eease20 10 5:

Approved For Release 2801/03/05 : CIA-RDP82-00357R0Q8800220002-2
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Hs order to @womwma activities and mﬁmwwwwm umm@mu oem genuinely needs
"0 Odﬁmws Hmmnobmdww mooﬁwmdm wowmommam of training requirements well
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Improved Development

Program Evalustion

‘

in advence -— some of them a year ahead, such as the core couwrses. .
Once requirements atre received, OTR mwozpw be able to rely upcn the
projected enrollments remaining reasonably firm. The changes bteing
made to link training requirements to personal developmental needs
should facilitate realizetion of these reguirements, and it is be-
lieved a ccmprehensive listing of training reguirements, beth develop-—
mantal and non-developmental, in the new Annual Personnel Plan (now
unrer preperation) will provide a vehicle. for career services to
perform the imrportant task of planning and forecasting trsining needs.

FEDERAL GUIDELINE V:

A. Operate mechenisms for evalusting the
effectiveness of ED programs at several
levels. These include reviews to deter-
nire the effectiveness of develcpmental
experiences for individuals; effective-
ness of sub-systems (performance spprai-
sal, identification processes, actual
promotions versus quality ¢f those pro-
moted, training); and the effectiveness
of the total program. Frovide feedback
cn specific results in echieving criteria
and approaches shown under each of the
Guidelines.

B. ive special attention to current

utilizetion of resources and plans in

cerrying out ED progrems. Utilize ED

objectives as mcmsmwﬂmm for evaluating
the actuel “distance. covered toward ob-
demHmad of OUhDodwdmm.

[The CSC will periodically review agency
wumﬂm and progress msm combine its wwﬂﬂl
Hsmb in a report to the President ow
"the state of executive development.

¥

A. Through the EMRB mechenism, ED/C Deputies will generally monitor
ED prcgram. Career services heads will annually report to Deputy con-
cesned on ED program. ED/C will review annual progress within each
Directorate with Deputy concerned. D/Pers, as EMMO, will provide
policy proposals-to EMRB and staff assistance to career services.

Specific- standards for evaluating the success of developmental pro-
“grars in the career services will be considered after the career ser-
vices have had sufficient time to assess their perticular develop-~
mental needs and to determine the thrust and scope of their fubture
personal developmental programs.

-

B. Among items to be studied in facilitating and evaluating the futur
effectiveness of the Agency's ED program are the following:

(1)

evaluating criteria for incumbent executive versus pre-
.executive progreams;

method of selecting ED candidates;

Approved' For Release 2001/03/05 : CIA-RDP82-00357R000800220002-2
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,(3). pature and diversity of executive tasks; . N

L) “specific objectives for measuring program success;
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&N Covernment-wile and for each agency." . (5) wvalue of different developmental methods;
The Guideline indicates that both the : _ | ~
substance and form of these evaluations (6) feasibility of developmental transfer; and
wilil be modified by continuing exper- . :
dence.] ) (7) development of specialists as managers.

i

¥
-
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